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Abstract 
This paper has presented the case study of the corporate library at BCBSNC, from August 
1997 to July 1999.  The purpose of the study was: 
1.  To describe the transition of a specific library from “nice” to “necessary” 
through an outline of the steps followed and general strategic considerations 
that accompanied them, as well as the specific strategies applied in the case 
study. 
2.  To indicate how this process and accompanying strategic considerations can be 
done in such a way as to both (1) create specific successes for the library and 
(2) move the library to a position of greater valu  in the company. 
The study can be used as a roadmap for other librarians who need to create change and 
desire to do so in such a way as to move the library to a position of increased value to the 
corporation. 
 
 
Headings: 
Corporate libraries – Strategic planning 
Corporate libraries – Case studies 
Corporate libraries – Change management 
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Chapter 1 
Introduction 
The Problem 
Corporate libraries are undergoing rapid changes in their relations with th  corporation.   
In the past, the libraries main function often was a passive role of furnishing information 
when it was requested by employees.  Increasingly, libraries are - or seemingly should be - 
functioning as a “first-choice, one-stop” information center used by other departments on 
a regular basis.    
 
In other words, the corporate library is changing from an adjunct that is “nice to have” to 
a vital and important coordinating center helping all areas of the company function more 
efficiently.  The corporate library’s function is to support the information needs of other 
departments within the company.  In many companies, individual departments often are 
either unaware of what each other is doing or are unconscious of the bigger picture for the 
company, resulting in a lack of vision, cohesiveness, and synergy that can be disturbingly 
obvious to both employees and customers.  When this happens, t e library has the 
potential to be the area where information from all the individual departments converges.  
This new style of corporate library can be critical to the m in enance of a smoothly 
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functioning company that can make smart, information-based decisions.  The new library 
becomes essential rather than simply “nice to have.” 
 
Some corporate libraries are making this transition and doing it well.  For example, the 
libraries at Ford Motor Company are referred to as "having undergone a successful 
transformation moving [...] to a position as a corporate resource of information experts" 
with "strong support from top management" in the company (Pack, p.15).  However, it 
appears that many libraries either have not yet begun to make needed reforms, or are 
doing so without also making the transition to a mission-critical service that will change 
the libraries’ strategic value to the company.   
 
Many diverse issues, such as personnel, budget, equipment, skill level, enthusiasm, 
knowledge, and organizational culture, contribute to the difficulty of making this 
transition.  Literature is available describing how to address specific problems by 
developing specific tools such as how to create an intranet, how to be a webmanager, how 
to implement a knowledge management system.  What seems to be missing in the 
literature is how to plan a strategically coordinated and comprehensive change process 
that is not only successful for the library, but also increases the value of the library to the 
whole corporation.   
 
Without strategic planning, the corporate library may be viewed simply as a department 
that happened to implement a specific tool or happened to be in “the right place at the 
right time.”  In contrast, through effective strategic planning a change process can take 
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place that will result in an increased awareness of the library’s value to the organization 
and an increased perception of the value of library employees’ specialized skills and 
training.   Strategic planning can also help to cultivate an organizational culture that 
understands and uses information as a business tool. 
Purpose of the Study 
The purpose of this study is two-f ld: 
 
1.  To describe the transition of a specific library from “nice” to “necessary” 
through an outline of the steps followed and general strategic considerations that 
accompanied them, as well as the specific strategies applied in the case study. 
 
2.  To indicate how this process and accompanying strategic considerations can be 
done in such a way as to both (1) create specific successes for the library (short-
term goal) and (2) move the library to a position of greater value in the company 
(long-term goal). 
 
This paper will not describe how to implement a specific tool such as an  intranet, 
knowledge management system, or employee training program.  Instead, this paper will 
describe the process of transitioning one particular library to a new level of importance 
within its company and will address the question of what general strategies corporate 
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libraries can use to increase their value to the corporation.  This case study will present a 
practical tool for other librarians who desire to transition heir library’s position within the 
company from ancillary to mission-critical. 
Supporting Literature 
Literature from the technology and library/information science fields has been reviewed for 
this paper. These fields have unique views of how recent changes in the information field 
affect the corporation, and thus the corporate library.  Technology sources tend to focus 
on identifying and implementing specific technologies within the corporation;  
library/information science sources focus on uses of i formation in the company and 
analysis of the library’s role in introducing, managing, and/or dispersing this information in 
the company.  Both bodies of literature were examined for their perspectives on the 
changing role of the corporate library and the role of technology on information in the 
corporation. 
 
While cutting-edge companies were making the move to a new information paradigm in 
the early- to mid- nineties, the groundswell has encompassed smaller and more 
conservative companies only within the last several years.   Therefore, related literature 
has been mainly drawn from articles since 1996.  For the same reason, the decision was 
made to focus more on journals and electronic media than on books.  
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The review of literature will be organized into topics as follows:  
1.    the need for change 
2.    the need for this study
3.    potential changes 
4.    the validity of the transforming the corporate library 
5.    the use of a case study as a model
1.    The need for change 
While some special libraries are embracing new roles, many have not yet made the 
transition.  It is becoming increasingly apparent that information workers - nd hence 
libraries - are going through an era of rapid and dramatic role changes, in part because 
advances in technology make it easier for all individuals to access information without the 
intermediation of librarians.  According to a recent information service panel survey in 
Information Outlook,  
 
“Notwithstanding the trend toward desk-top access to information (by end-us rs), 
special librarians […] still spend close to thirty percent of their time conducting 
research or assisting end-users with research-related tasks.  Another thirty-seven 
percent of time spent by special librarians is dedicated to […] administrative duties 
[…]  The remaining 28 percent of their time is spent on more strategic activities, such 
as planning, training, and product or service development. […]  It doesn’t take a 
mathematician to figure out that, if special librarians are now spending close to three-
quarters of their time on non-strategic activities and, at the same time, many of these 
non-strategic activities are being downloaded to end-users, significant changes are 
about to occur (or, in many cases, are already taking place)” (Church, 1996, p. 19). 
 
Ford takes a very aggressive approach when she states, “The organization and delivery of 
library services are being shaped by a series of radical changes in the following ways.”  
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She then lists and discusses twenty facets of necessary change facing libr ries, such as 
personal computing, re-engineering, electronics, and the M-TV generation (Ford, 1999, 
pp. 1-3).   She concludes the article by saying of librarians and their libraries, “You need 
to be open to change, which is inevitable.  The virtual, global, digital gateway libraries will 
grow into the nest [sic] millennium.  We need to build bridges to cross boundaries and 
look to the larger external needs we must serve.  We need to venture beyond familiar 
boundaries for who we are, how we define our prof ssional lives, and the familiar arenas 
in which we work” (Ford, 1999, p.6). 
 
MacMullen takes a larger view of the changing workplace, saying that, “New computer 
and networking technologies are fundamentally altering the way that organizations are 
structured and how businesses interact with one another” (MacMullen, 1997, abstract)  
He describes further, “a global electronic economy where information about a thing is 
often more valuable than the thing itself” and discusses how this requires enterprises to 
consciously evolve their structures, processes, and interactions to succeed in an 
information-based economy (MacMullen, 1997, abstract).  This idea applies equally well 
when individual departments must evolve in order to succeed in relation to other business 
units within corporations. 
 
Davenport and Prusak, as interviewed by @BRINT Research Institute, further support 
this idea, saying “We both have a lot of admiration for librarians and have been heartened 
by the role they have begun to play in knowledge managem nt. They need to change some 
things about how they do their work, but the awareness and application of knowledge has 
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always been at the center of their jobs.“  The indication here is that while the core 
concepts of what librarians do remains the same, they must make changes to the ways that 
they interact with their users (Davenport and Prusak, @BRINT).    
2.    The Need for this Study 
The previous section focuses on the need for change in corporate libraries created by 
today’s  technological capabilities a ong with increasing business needs for information.  
The library’s functions, procedures, tools, role in the company, and even the librarians 
themselves must be retooled or revised in order to serve and help their business be on the 
competitive cutting edge.  The need for change is evident, and advice regarding future 
directions and potential tools is available.  Yet many libraries may not be approaching the 
change in a way to make efficient use of the information available.   
 
Davis quotes Sylvia Piggott of the World Bank International Monetary Fund Library, who 
spent three years consulting with organizations interested in developing corporate 
libraries, “Generally, when I go into a company and look at how it is using or sharing 
information, I find that many companies aren’t doing this yet.  They think it’s a good idea, 
but they don’t know how to get started.  In some of the organizations I’ve gone into, they 
think the technology is the whole answer...  Putting the information somewhere is not 
knowledge management.  That is just part of it.  In some cases, [management] starts these 
projects and gets quite far with them...only to be disappointed because they’re not doing 
what they thought they would” (Davis, 1990, pp.3-4).  The importance of the current 
study is that it provide steps for implementing change, along with the strategic 
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considerations for planning each step, thus helping the developers to avoid the problems 
described above by Davis. 
 
Mazzie also acknowledges and asks questions relevant to guidance in planning change.  
After indicating that as managers are beginning to understand the steps necessary to shed 
the old knowledge hoarding culture of past libraries, Mazzie states that, “The cultural 
issues will, for the near term, be the most significant impediment of the development of a 
knowledge sharing culture” (Mazzie, 1999, p. 21).  This problem of cultural issues as a 
significant impediment is addressed in the current study;  the “strategic considerations” in 
this study are frequently directly focused on cultural issues as potential impediments. 
 
Reynolds and Koulopoulos address the importance of planning for access to information 
within the corporation, maintaining that “most organizations today are poorly positioned 
to take advantage of the recent proliferation of rich internal corporate information sources.  
Organizations are losing their grip on information as they transition into new systems and 
process upgrades [...]  Disparate corporation information is difficult to reconcile and 
organize across an enterprise” (Reynolds and Koulopoulos, 1999, p.32).  This case study 
is designed so that it can be used as a helpful guide in preventing these kinds of problems. 
3.    Potential Changes 
Current library/information science articles and books are replete with postulations about 
the role of librarians and libraries in the new information age.  The following are some 
samples of the types of changes that are commonly anticipated or hoped for. 
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When asked how their role would evolve within the next five yars, special librarians 
outlined six key functions: 
1. Consultant 
2. Analyst 
3. Facilitator/Trainer 
4. Intranet Content Manager 
5. Product Planner and Marketer 
6. Corporate Knowledge Manager 
(Church, 1996, p.19) 
 
Additionally, Church states that, “to adjust to these…changes, information professionals 
must search beyond current bounds (e.g., librarian, information, knowledge management) 
and think in terms of benefits to their organizations” (Church, p.20).  So, the shift is more 
than just the addition of functions; it is a move to playing a more strategic role in the 
company.   
 
McQueen states that one path for information professionals to follow is that of 
“Information and Knowledge Consultant.”  He states that, “This is where you assume the 
challenge of seeing above the treetops, becoming the visionary and architect of improving 
business processes through leveraging technology” (McQueen, 1999, p. 16). 
 
Smith identifies “potential roles for librarians in an "Internetted" organization:  
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· Intermediary.  Take a query and provide a "packaged" answer, drawing on a 
range of resources: print, online bibliographic databases, Internet.  
· Guide.  Provide pointers to aid user in search, critical evaluation of relevant 
resources.  
· Facilitator.  Arrange information infrastructure: network access, software, 
licenses to use charged resources e.g. FirstSearch, UnCover, Ovid.  Assist with use 
of personal databases, e.g. bibliographic software.  
· Educator.  Provide training in Internet use: tools, information searching skills, 
awareness of resource constraints.  Alert users to new resources in their subject 
area.  
· Web site builder.  
· Locate, evaluate, and provide links to information resources relevant to 
organisation.  Provide a customised view of the Internet.  
· Provide information about library/information service on the Web 
· Manage organisation's own information on web site, utilising information 
skills to provide a Campus-Wide Information System (CWIS)/ Intranet”  
(Smith, 1999). 
 
Removing the internet focus of Smith’s roles, the r could be generalized to apply to all 
librarians and their potential roles in the following manner: 
· Intermediary.  Move to analysis, packaging, and filtering of information instead 
of simple distribution 
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· Guide.  Provide access to strategic internal information - become the liaison 
between other departments 
· Builder.  Create the tools to distribute information to employees 
· Facilitator.  Become a “portal” to information - first, central source 
· Educator.  Train employees to find information themselves (external & internal) 
using library tools 
 
Ideas abound for future roles of the special library and the information professional, as 
well as technologies to support these roles.  This paper will not attempt to define these 
roles or to set forth preferred roles, but rather will provide special librarians with a guide 
to what kinds of steps and strategic considerations can be taken in determining which of 
these roles is ideal for their particular situation and how to enact these goals successfully 
so as to increas  the value of their library in the company. 
 
Not only is this shift of focus evident in the literature, it is also shown by the increase of 
workshops for special librarians devoted to topics not on information skills, but rather on 
the soft skills necessary to strategically develop a special library into a  vital corporate 
resource.  One such institute advertises that it will “have you working in case teams to 
draft organizational strategies for knowledge initiatives” and will discuss ways to “help 
you develop the leadership and communication skills you need so your initiatives are 
clearly understood by top executives, appreciated, and able to achieve the organization-
wide buy-in [you] need" (Taylor, 1999, p.13).  The current case study has many similar 
objectives but also provides a case study model that doesn’ require workshop attendance. 
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4.    The Validity of Transforming the Corporate Library 
Is there validity to the argument that corporate libraries are now in a position to make 
changes that will create a “transformation” in their value to the corporation?  In the 
literature, there is much discussion of the need for better use of corporate knowledge and 
the increasing importance of information to the company.  This is not necessarily linked to 
the corporate library as a key player;  however, it does seem to be a logical fit. 
 
There is evidence of corporate librarians positively exploiting the changing value of 
information, especially in the discussion of the possible new roles for corporate librarians.  
As a result of these new roles, many authors believe that the value of the corporate library 
will increase in the eyes of the corporation.  To excerpt from the quote in section 2 above, 
“...information professionals think in terms of benefits to their organizations” (Church, 
1996, p.20).  He believes the shift is more than just the addition of functions; it is a move 
to playing a more strategic role in the company.   Hayes iterates this idea, quoting the SLA 
vision, saying that, “We are continuously seeking new paradigms of information service 
and delivery and the opportunities they provide for our continued role in the information 
economy” (Hayes, 1999, p. 5). 
 
Davis seems to elaborate on this idea when he says, “The corporate library has long been a 
backwater of modern business - an underused service department offering research 
assistance, reference information and historical archives. But now, mushrooming 
technological capabilities coupled with insatiable business needs for information are 
propelling libraries to a much more visible - and more strategic - role in corporate 
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operations. Librarians themselves, retooled as information management specialists, serve 
an increasingly important function by providing access to essential information lurking 
both inside and outside their organizations” (Davis, KM 12/98).  Thus, the change is not 
simply the addition, or shifting of, functions, but also signifies a whole new importance for 
the corporate library.   
 
A recent Business Wire article by Mary Corcoran also support  Davis' argument.  She 
reports that, “Information professionals are moving up the value chain within their 
corporations, reporting to executive-level management and uncoupling from the 
traditional ‘library’ to participate in new information groups such as desktop deployment 
services and global content strategy units.  Moreover, they are taking on strategic roles as 
analysts and project team members within individual business units.  These changes are 
placing new demands on the profession and greatly impacting resources, budgets, and 
content” (Corcoran, internet).  Corcoran, vice-president of Outsell, Inc, a California based 
information industry research and advisory firm, states that, “Their new role…is clearly in 
its infancy but with a strategically important future” (Corcoran, internet).     She goes on 
to say that in a survey taken by Outsell, 43% of information professionals believe that their 
management doesn’t understand the value of their services.  “In Outsell’s opinion, these 
challenges are an opportunity to proactively develop a strategic suite of information 
offerings that will engender the loyalty that will, in turn, lead to budget contributions, 
renewal of service, or recommendations to others in the organization” (Corcoran, 
Business Wire, 06/07/99). 
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This transition is not always easy, however.  McQueen describes how the role of the 
special librarian can change as a result of these changes.  “How you go about making the 
organization more responsive to change and more aware of information as a key asset will 
not necessarily be an easy road…” (McQueen, 1999, p.16).  Davenport further points out 
that, “If librarians are to thrive in the new world of knowledge management, they will have 
to change their objectives, activities, and cultural predispositions” (Davenport, 1999, p. 
111). 
 
Nevertheless, the corporate library does seem to be a good forum for creating change or 
transformation in a company.  Senge states that, “I have never seen a successful 
organizational-learning program rolled out from he top.  Conversely, every change 
process that I’ve seen that was sustained and that spread has started small.  Usually these 
programs start with just one team” (Senge, 1999, p. 186).    
 
Senge also reinforces the need for strategic planning of any change project as important to 
creating effective and lasting change.  He asks, “Will the change effort be driven by 
authority or learning?  Then there are reinforcing elements:  new guiding ideas; 
innovations in the infrastructure; theories, methods, and tools” (Se ge, 1999, p. 186).  
5.    The Use of the Case Study as a Model 
A situation or causality is “something that we do not sufficiently understand and want to - 
therefore, we do a case study” (Stake, p. 133).  “We study a case when it itself is of very 
special interest.   We look for the detail of interaction with its contexts.  Case study is the 
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study of the particularity and complexity of a single case, coming to understand its activity 
within important circumstances”  (Stake, xi). 
 
Stake also states that, “The function of research is not necessarily to map and conquer the 
world but to sophisticate the beholding of it” (Stake, p.43).  Although this case study does 
not focus on quantitative research, the value of the information herein to the corporate 
librarian justifies this method of research. 
 
A frequently cited book on the subject of information in the organization, Worki g 
Knowledge by Thomas Davenport and Laurence Prusak, is based on case studies of thirty 
companies that successfully implemented change (Dave port and Prusak, 1998).  The case 
studies in their book are used as a guide to implementing knowledge management 
strategically in the organization.  While somewhat similar in method, this paper will shift 
focus to creating a strategic roadmap;  that is, the steps and the strategic considerations 
will be detailed to demonstrate an overall transitioning of the corporate library to a more 
valued part of the corporate institution. 
 
ONLINE, the magazine of the Special Library Association, ran a series of articl s in 1998-
1999 devoted to profiling “libraries and information centers at the cutting edge of 
technology, management, and scope of mission” (Pemberton, 1998).  Directly related to 
the scope of mission of these special libraries is the perception of their value to the 
company in the eyes of management.  Information professionals realize that current shifts 
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in the value of information result in changes not just of technology and systems, but of the 
value of information professionals and information centers to the corporation.  
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Chapter II 
The Case Study 
Background 
This case study will be presented to show the new developments and changes which took 
place in the corporate library at Blue Cross and Blue Shield of North Carolina (hereafter 
referred to as “BCBSNC”) during the time period of August 1997 through July 1999. 
BCBSNC is a managed care health insurance company which serves about 1.8 million 
customers in North Carolina. The company has just under 3000 employees, the majority of 
whom are centrally located in the Durham/Chapel Hill area.  Several regional sales offices 
are scattered throughout North Carolina, at some distance from the central office location.  
The corporate library, called the Information Center, is located in an ancillary building a 
block from the main Headquarters building in Durham.  A shuttle bus runs every 20 
minutes between the Headquarters building and the ancillary buildings. 
 
Long the industry leader in North Carolina, the changing marketplace of the 1990’s and 
the advent of managed care has created strong competition for BCBSNC and created an 
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atmosphere of budgetary constraint and cost cutting measures throughout the company.  
One of the greatest challenges to BCBSNC operations has been changing its management 
style, operations, and computer systems from the traditional indemnity insurance model to 
the new model of managed care insurance. 
 
During the two years between August of 1997 and July of 1999, the corporate library 
presented in this case study underwent the process of re-making itself.  Changes during 
this time were focused on (1) improving access to information for company employees, 
and (2) changing the strategic position of the library and its value to the corporation.  
Documenting the processes and end products of these changes via a case study provides 
the reader with a model that could be generalized to a variety of other corporate library 
situations. 
 
The Information Center has been in existence sinc  1970, and has been managed by 
Elizabeth Turner since 1989.  It offers its services to all BCBSNC employees at all 
organizational levels, departments, and locations (including the regional sales offices).  
The writer of this paper was hired for the Corporate Manuals Coordinator position within 
the Information Center in July of 1997, and played a significant role in the change process 
described in this paper. 
 
At the beginning of this case study, in August 1997, the Information Center performed 
three main functions for the company: 
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1. provide research services to support BCBSNC employees 
2. serve as the central repository and archive for company reports 
3. coordinate and distribute all corporate policy manuals 
Procedures for Change 
The previous section describes the BCBSNC Information Center as it was in 1997 at the 
outset of this case study.  At that time, Turner formulated a vision that BCBSNC would 
become an information valuing company in which the Information Center was a central 
information resource.  To influence company employees to accept her vision, she created a 
change process that used the following steps: 
 
Planning 
1.  Recognize the need for change 
2.  Identify problem(s) 
3.  Set goals 
4.  Analyze organizational culture 
Project Development 
5.  Identify tools 
6.  Identify key players and form network 
7.  Identify and neutralize obstacles 
8.  Implement pilot 
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While the above steps for creating change are traditional aspects of reasonable thinking 
and research, the reality of making these changes in a corporate setting is radically 
different from the laboratory setting.  In he corporate setting, strategic social and political 
considerations must be brought to bear on each step as well as the standard considerations 
such as budget, personnel, technology, and the like.   
 
For each of the eight steps of this process, first the general issues or questions that might 
apply to making this type of transition in any corporate special library will be addressed in 
a section titled, “General Strategic Considerations.”  A second section for each of the 
eight steps, “BCBSNC Case Study:  specific considerations and actions,” will discuss how 
each particular step was specifically addressed at the BCBSNC Information Center. 
Section A 
Planning 
The planning phase includes the first four steps of the eight step process: 
1.  Recognize the need for change 
2.  Identify problem(s) 
3.  Set goals 
4.  Analyze organizational culture 
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The old adage of the importance of planning ahead is of vast importance to any change 
process.  The social, po itical, or economic damage that could result from faulty or limited 
planning is dramatic.  These four planning steps take time and patience to think through 
instead of simply jumping headlong into the attempt to effect a change.  However, without 
taking the time to plan carefully, all the actions taken in steps five through eight may end 
up as misspent or failed efforts, or can result in change for changes sake without making 
the strategic transition in the value of the library that was really anticipated. 
Step 1 
Recognize the Need for Change 
General Strategic Considerations 
In any business setting, one must always be looking for ways to make things better.  
Libraries are no exception.  The services offered are not static procedures that can be 
learned and forever after executed in that manner.  A procedure that once was not 
considered to be a “problem” can be perceived as a problem if there now exists a better 
way to do it.   In the rapidly changing business environment of today, there are almost 
always ways to improve a product or procedure.  The corporate librarian must have a 
flexible attitude and be open to new ideas.   
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One way to ensure this attitude is to be ever alert to potential and changing needs.   How 
could a process, a skill, or a service be changed so that the user or the consumer is better 
served?  The librarian should look at these questions from as many different perspectives 
as possible - as the end user, employee, customer, executive, and any others who might 
suggest new or different ideas for change.    
Case Study 
At BCBSNC, recognizing the need for change came from two main sources, one internal 
to the company and one external.  Internally, Information Center personnel were becoming 
increasingly frustrated at doing duplicate research for different clients within the company, 
and at having to answer the same simple research questions over and over.  It was felt that 
their advanced research skills were not being effectively used by the company. 
 
Externally, it could be seen from interactions with other information professionals that 
many companies were r alizing financial and organizational benefits as a result of 
increasingly strategic use of information.  Competing insurance companies were designing 
new products faster; their customer satisfaction rates were higher; and their responses to 
industry shifts were quicker than BCBSNC.  Part of this could be attributed to their ability 
to communicate within their companies more efficiently, gain access to internal documents 
more efficiently, and identify trends more quickly through the internal sharing of 
information, knowledge, and data.  
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Unless BCBSNC also harnessed the power of both internal and external information, the 
company would be at a serious disadvantage in the marketplace and would be in danger of 
losing market share. 
Step 2 
Identify the Problem(s) 
General Strategic Considerations 
Identifying the problem may at first seem to be the same as recognizing the problem; 
However, the way that one thinks about these steps is very different.  In recognizing the 
problem, one simply calls attention to the fac  that something is amiss.  In identifying the 
problem, one must also identify the specific reasons why the problem exists.  These 
reasons may stem from various sources, such as bad decision-making, technological 
problems, and organizational inertia.  It is imperative to view the problem in light of these 
influences and to consider the effect not only vis-à-vis the pecial library’s particular 
situation, but also in light of the best interests of the company and its end customers.   
 
Only by an in-depth anlysis of the problem’s root cause and its effects on both the 
company and the library can an appropriate response to the problem be created.  Often, 
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the problem that is initially perceived is merely a symptom of a larger problem and treating 
the symptom will not address the problem. 
Case Study 
1. Self-service Information 
For years, Information Center staff had used on-line atabases, phone calls, personal 
networks, and their own print collection as the main sources of information gathering.  
These on-line databases are typically the domain of trained personnel only, with complex 
and cryptic search strings and proprietary dial-up software, as well as high prices for 
online searching time.  The Information Center staff also offered an SDI (strategic 
dissemination of information) service, in which Information Center staff scanned industry 
journals subscribed to by the Information Center and articles of interest were copied and 
distributed as appropriate to BCBSNC employees.  Lastly, the print collection was 
available to all employees for research purposes, although most employees did not have 
enough knowledge of the sources to use the collection effectively.  Due to the difficulty of 
using these information resources, Information Center staff spent much time acting as 
intermediaries between employees and data.   
 
With the advent of increased personal internet use in the late 1990's, employees were 
likely to attempt to find information on their own, without going through the library.  Only 
when they had problems using the internet would they contact the Information Center 
staff.  Users were finding answers to simple questions on their own, but often they were 
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spending much more time getting out-of-date or incorrect data, and finding only limited 
data. 
2.  Information Overload 
Along with self-service of information came information overload.  Although employees 
now had access to huge amounts information, they still did not have the ability or the time 
to sift through all the data for the nuggets of vital information.  Pr ductivity diminished in 
proportion to the amount of time that an employee spent searching for these nuggets of 
information.  Comparatively, Information Center staff had years of experience sifting 
through information resources, and could have more quickly separated out useful from 
non-useful information. 
3.  Lack/difficulty of Internal Communication 
A major obstacle to efficient business processes at BCBSNC was the lack of internal 
communications.  This problem was especially evident to the staff of the Information 
Center, since research requests from departments across the company all converged on 
their desktops.  Often, employee A was not aware that employee B was researching a 
similar topic, or a different aspect of the same topic. 
 
Information Center staff also noticed that redundancy often occurred in the “ready 
reference” type of questions that were repeatedly asked - NC population statistics, basic 
overviews of competitors, customer statistics, etc.  Although Information Center staff 
 29
could answer these questions quickly, this took time away from analyzing more complex 
research and was not a good use of the professionals’ time. 
 
One reason for the problem of redundancy of research requests was the “silo” mentality 
that employees had toward information.  Employees (whether consciously or 
unconsciously) believed that their worth to the company increased in proportion to the 
amount of “proprietary” information over which they had control, so information was 
treated as a commodity to be parceled out bit-by-bit. This attitude of information 
hoarding contributed to employees doing both duplicate personal research and requesting 
duplicate information from Information Center employees. 
4.  Lack of a central clearinghouse for company information  
Also contributing to this lack of communication was the lack of a central repository for 
company information.  The computer networks were set up so that each division of the 
company stored information on a separate network.  The only ways to share information 
were either (1) on paper, (2) through email, or (3) on the public network, which was 
centrally administered and surrounded by bureaucratic processes.  Thus, employee 
attitudes toward the sharing of information were negatively influenced by the technical 
difficulty of the task. 
5.  Strategic decisions being made without adequate data 
Another problem was first identified for the Information Center staff by a vice president at 
the company.   In discussing the potential information needs of the company with him, he 
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stated as an ongoing problem at BCBSNC that decisions often were based on insufficient 
information or even just gut feeling or intuition.  Results of these decisions had been 
detrimental to the company and had led to the waste of thousands of dollars, and could 
have been prevented if the decision makers had obtained information on which to base 
their decisions.  It was a problem for the Information Center staff to consider.   However, 
it was valuable to learn that he felt that employees needed to focus more on in rmation-
based decision making and that he believed the Information Center staff should play a 
major role in supporting the information needs of the company. 
Step 3 
Identify Goal 
General Strategic Considerations 
Once the problems have been identified, as in step two above, the next step is to formulate 
a goal statement.  This statement is what the librarian wants to achieve - when he/she can 
say, "I have achieved this goal," then the problems will be solved and the transition will be 
in progress.   
 
This step is necessary to the change process for several reasons;  to inform others of what 
is trying to be achieved, to keep the members of the change team focused on the end goal, 
 31
and to get "buy-in" to the project from others in the company.  It is a temptation to decide 
that purchasing a new system or program can solve a problem.  A goal statement can be 
used to set criteria for any actions - w ll implementing this particular technology really 
solve my problem completely?  Will it meet my goal?  Constantly referring o the goal 
statement helps keep the project on track and is a quick, simple way to explain the project 
to other employees who are curious about the project. 
 
It is important that all goals must be a solution not only for the library, but also for the 
company and the end consumer of the companies’ product.   Goals should be formulated 
with consideration for the perceived needs of the customers, then appropriate actions 
should be based on meeting these goals.   
Case Study 
Based on the problems identified, the following goals were identified for the Information 
Center staff to work towards during the time of transition: 
 
1.  Employees understand the value of information to their jobs, and know how to 
find this information efficiently both within the company and externally.   
2.  A central repository for company data and knowledge exists that is available to 
all employees and is easy to use.
 
The implicit, unwritten goals that were hoped for as a result of meeting these two explicit 
goals would be (1)a company that valued information as a vital company asset and (2) an 
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organizational culture that rewarded the sharing of information.  Resulting from that 
would be an awareness of the importance of the function of the Information Center, and 
increased value of the Information Center to the company.  
 
One advantage of having specific goals was to keep the project focused on helping the end 
customer at all times.  When political situations arose between operational areas, it was 
useful for Information Center employees to be able to justify all proposed changes as 
supporting better customer service and increased employee efficiency.  When turf wars 
threatened to break out, it was only necessary to look back to the goals of the project to 
re-focus everyone on the ultimate goal and the need to work together. 
Step 4 
Analysis of Organizational Culture 
General Strategic Considerations 
The pre- xisting culture of the company needs to be well understood before any actions 
are taken to initiate change.  As discussed in the related literature in Chapter 2, it is 
essential to work within the organizational culture to create change;  otherwise, the 
change is not likely to be welcomed, nor will it be effective beyond the initiating 
department. 
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To analyze the culture, the following types of questions may be asked:  How have 
employees responded to change in the past?  Is there a high level of trust within the 
company?  What will be the most effective way to implement change - to create a 
groundswell, start at the top with senior management, or to form a network of key players 
and let it percolate out in all directions?  Is it necessary to work within the rules, or can 
the boundaries be pushed?  And how far?  What types of information will get employees 
excited and/or motivated to participate in change?  What are the organizational barriers 
and opportunities? 
 
To get the answers to these questions can be difficult, and might require the input of long-
time employees who have seen past changes take place in the company.  While the person 
trying to instigate change may not think that the current culture is conducive to change, it 
is vitally necessary to understand the current culture in order to interact appropriately with 
it.  Simply acting as if the existing culture is not good enough will earn more enemies than 
converts to the change. 
Case Study 
The BCBSNC culture was not ready for a full scale shift to information sharing across 
organizational divisions at the time that the Information Center began its change efforts.  
With major organizational changes and restructuring already occurring regularly, the 
instability caused an atmosphere of distrust.  To overcome the lack of trust, it was 
necessary to introduce new ideas and technologies to employees on an individual basis.  It 
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involved spending much time in one-o -  demonstrations and networking with 
individuals to create a personal trust.  Due to the difficulty of implementing a corporate-
wide cultural shift, the decision was made to focus on developing a gradual groundswell of 
interest rather than implementing change through upper management.  
 
The BCBSNC culture was very conservative and rule-bound.  For example, employees 
were not permitted to send email to all employees or place flyers on bulletin boards unless 
they were reviewed and approved by the Internal Communications department.  In 
general, the emphasis was on “playing within the rules” and not making waves.  Thus, 
Information Center employees emphasized throughout the change process that they did 
not want to be seen as a “renegade” department causing upheaval.  At all times 
management was kept informed of proposed actions, and approval was obtained for all 
steps in the process.  To take these steps was slow and tedious, but ultimately was key  in 
ensuring the success of the project.  
Section B 
Project Development 
To achieve the goals identified in step three above, two major projects were identified:  (1) 
development of an intranet and (2) development of an employee training class.  Steps 5 - 8 
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of the procedures for change were utilized to guide development of both major projects.  
As previously stated, these steps are as follows: 
 
5.  Identify tool(s) 
6.  Identify key players and form network  
7.  Identify and neutralize obstacles 
8.  Implement pilot 
 
In the following sections, for each step in the process a description of generalizable 
strategic considerations will be presented;  next, the specific application of these 
considerations to both major projects in the BCBSNC case study will be presented. 
Step 5 
Identify Tool(s) 
General Strategic Considerations 
In this step of the process, it is important to focus on meeting the goals that have been set 
for the project, rather than implementing a specific tool.  As stated previously, it is 
tempting to choose a tool, then change your requirements to fit the tool;  however, this 
may not truly solve the problem, it may only treat the symptoms.  If the stated goals have 
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been strategically formulated, they should be both flexible and visionary enough to guide 
the selection of the best tool.  
 
Different business units may have a personal interest in which tools are implemented.  It is 
important to identify all key stakeholders early in the process (see step 6 below).  It can be 
hugely detrimental to the spirit of the project if steps are taken toward implementing a 
particular tool without the input of all involved parties.  The resulting loss of trust could 
lead to a resurgence of territoriality, which could spell disaster for the project. 
Intranet Project 
A central clearinghouse for information was envisioned that would be comprised of two 
main components:  
1.     A tool for storing and displaying information that would have the following 
characteristics:   
· Easy to access by all company employees  
· Easy to use and to navigate 
· Information could be added quickly and easily   
 
2     The “soft” component of a central group of people who were able to make 
connections between ideas, departments, and pieces of data.  This group would 
coordinate information within the company to reduce redundancy an  improve 
communication.   
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It was determined that development of a corporate intranet would meet the first need.   
The role of information intermediary would be assumed by Information Center staff, who 
were already trained in the management of information resources.  It was deemed 
important to include in these decisions representative employees from all business units 
who might have possible stakes in the result.  By involving them in the decision from the 
beginning, the possibility of future discord was avoided. 
Employee Training Project 
To train employees to find information quickly and effectively on their own, a series of 
“Lunch and Learn” classes was developed.  These 45 minute classes, titled “Finding 
Information on the web,” were offered to all employees and introduced them to basic 
concepts of information retrieval as well as specific searching techniques.  Classes were 
presented during lunch time at different locations throughout the corporate campus to 
attract a wide variety of employees, and were widely advertised through the corporate 
email system.    
 
The choice of an 45 minute long training class was guided by the fact that employees are 
given a standard 45 minutes for lunch.  By offering a class of this length, all employees 
were able to attend, including the Customer Service Representatives who are tightly held 
to quotas and cannot take extended time off for lunch.  Through written evaluations of the 
classes, it soon became evident that hand-on classes were also desired, so an additional  
two hour applied class to be held in a computer lab was developed. 
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Although the IS training department suggested conveying this material to employees 
through a CBT (Computer Based Training), it was decided that the value of the class was 
more than just the raw information it provided.  Other benefits that could only be gained 
through interaction with Information Center personnel included introducing employees to 
the staff members and services offered, personally introducing employees to the intranet in 
a positive way and familiarizing them with its contents, and emphasizing to employees the 
importance of information to their daily jobs.  Although doing the classes manually 
required more resources, it was decided that the benefits outweighed the costs. 
Step 6 
Identify Key Players / Form Network 
General Strategic Considerations 
This step requires the identification of key players in the project - not only for the hard 
skills, but also for soft skills.  In the previous step, identifying the tool, the areas of the 
company that would be directly affected by the project should have been identified.  Now, 
other peripheral departments and individuals that will be needed to support the effort 
should be identified and recruited.  Enthusiasm can be generated for the project by 
showing how the implementation of the project will directly benefit the individuals in their 
daily tasks.    
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Having this network is important not only for the positive support, but also for the ability 
to identify possible problems by bringing varied perspectives to bear on the project.  
Another benefit from this network is that employees who may be reluctant to criticize the 
project to the people directly involved in it will be less reluctant to give honest feedback to 
trusted employees who are peripheral to the project.  These peripheral project members 
can then funnel that feedback to the main project team members. 
Intranet Project 
When the position of Corporate Manuals Coordinator came open within the Information 
Center earlier in the year, Turner hi ed a new employee (the writer of this paper) with 
prior experience in both the information science field and in developing web sites.  The 
intention was for this employee to have a significant role in the change process envisioned. 
 
Several other employees within the company who were interested in web technology had 
already been identified.  Especially important was the identification of another Information 
Systems employee who wanted to learn web server administration skills and who had 
access to the n cessary equipment to do so.  When the new employee started work, these 
two key players were introduced in a casual setting and asked to brainstorm creatively 
about the possibility of setting up an intranet.   Having delegated the technological 
development of an intranet to this team, Turner was able to leave work on the technical 
issues to these employees and keep her focus on the strategic implementation of the 
intranet. 
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Throughout the process of developing the intranet, much time was spent talking about the
project to employees.  An effort was made to contact employees from across the company 
at as many levels and departments as possible.  A roadshow of the intranet pilot was 
developed and presented to staff meetings and individuals.  This constant networking 
created a ready audience for the intranet when it was eventually rolled out - employees
had been anticipating this tool and were already aware of its possibilities. 
Employee Training Project 
To develop the Lunch n’ Learn classes, Information Center instructional staff needed to 
have knowledge of the subject, teaching ability, and a personable manner to ensure the 
success of the classes.  Two Information Center staff members were identified as having 
the skill-set, the mindset, and the personality to do the job.  Thus, no outside resources 
were needed to help implement the employee training.   
Step 7 
Identify and Neutralize Obstacles 
General Strategic Considerations 
This step is often overlooked in the development of new strategies, but it can help pave 
the way to success if addressed quickly and completely.  To identify what departments 
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within the corporation might be threatened by development or implementation of a new 
strategy, it is helpful to brainstorm within the project team about what obstacles might 
appear and ways to address those obstacles. 
 
Many types of obstacles exist to successful implementation.  While some obstacles will be 
easy to overcome, others may never be removed.  Obstacles can come in many forms, 
such as people, policies, tradition, money, equipment, inertia, and fear.  In identifying 
obstacles to a change process, it can be helpful to brainstorm with people involved only 
peripherally with the project, as they may bring a new perspective on how to identify and 
approach the obstacle. 
 
Individual employees in positions of power might be obstacles.  The best action in this 
case may be to address individually and personally the concerns of those areas and people, 
eliminating the creation of an “us against them” mentality.  In some cases it may not be 
possible or advisable to directly address certain people.  An alternative may be to enlist the 
aid of colleagues to positively influence and therefore minimize the potential effect of the 
obstacle. 
Intranet Project 
In developing the BCBSNC intranet, one organizational obstacle was the “silo” mentality 
prevalent in the company.  Influencing employees to share information in a public forum 
was a challenge.  Rather than address this issue directly with the resistant employees, the 
focus was kept on the employees who were willing to share their information.  These 
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employees were encouraged to share information on the intranet, in the expectation that 
others would eventually follow suit. 
 
Obstacles to intranet development also came from other departments that typically are 
involved in the development of a corporate intranet, such as Corporate Communications, 
Marketing, and Information Systems.  Although these other departments were not 
developing an intranet themselves, there seemed to be resentment that the Information 
Center was taking on this task.  Some of these departments were not supportive of the 
Information Center’s efforts to develop an intranet, choosing instead to throw up as many 
barriers to block development of the intranet as possible.  Due to the organizational 
culture of the company, it was obvious that the best response to these barriers would be to 
follow the rules of the company to the letter, even though this consumed much time and 
effort. 
 
The barrier from the Information Systems (IS) department could have been substantial; 
however, once an alliance had been formed with an IS partner during step six (“Identify 
Key Players”), this person was able to deal with the “nuts-and-bolts” of setting up an 
intranet server and connecting to the corporate computer network to allow company-wide 
access.  This person also was able to deal with the politics of gathering support for the 
project from within the IS department, leaving Turner open to deal with other obstacles. 
 
 The most difficult barrier to overcome was organizational inertia and resource availability.  
The Information Center staff could not develop all content for the intranet - additional 
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resources were necessary to help identify, develop, and maintain useful content.  
Management throughout the company would have to be convinced of the usefulness of 
developing intranet content and would have to dedicate employee time to this effort. 
Much time was spent by Information Center staff on giving demonstrations and 
presentations of the intrane pilot to employees across the company in order to get their 
support for the project.  Through these efforts, eventually over 150 employees were 
involved in the creation of content for the intranet, even though it meant taking away from 
time spent on their regular functions.     
 
Another major obstacle, closely related to the organizational inertia obstacle,  was the 
conservative nature of the organization and its management, as identified in section four 
above.  At the outset of this project (1997), senior management was not focused on 
changing the information culture of the company;  while not actively against the proposed  
developments, neither was it supportive of these efforts.  During the following two years, 
several senior-level managers left the company.  Fortunately, the new management was 
more receptive to the new technology and ideas. 
Employee Training Project 
In developing the Lunch n’ Learn  classes, the only potential obstacle was the IS training 
department.  Ideas for these classes were deliberately discussed with IS management and 
employees before starting any planning for the classes.  It was agreed by all parties that it 
would be appropriate for these classes to be taught by Information Center staff rather than 
IS training staff. 
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Step 8 
Implement a Pilot 
General Strategic Considerations 
What should be included in a pilot?  To whom should it be shown?  How extensive should 
it be?  To gain the most strategic advantage from a pilot, the developer should think 
beyond the basic considerations.  To implement a tool may be simple, but to implement it 
in such a way that it best serves the long-term goals of the company as well as the goals of 
the department implementing it is more difficult and requires much thought. 
 
The developer of the pilot usually has an extensive understanding of the tool being 
developed, and it is important to remember that others who use the tool may not have this 
background.  For those people, it is more appropriate to develop a simple pilot that shows 
off the power of the tool but doesn’t intimidate.  A more elaborate pilot can still be 
developed, but should be accessible only by those who have the appropriate skill level. 
 
At this point in the process, it may be useful to review the analysis of the corporate culture 
that was completed in step 4.  This information can help decide what type of pilot will be 
most effective.  Matching the style of the pilot to the style of the company will generally 
make employees more comfortable with the tool, and therefore more inclined to view it 
positively. 
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When users have interacted with the tool for a while, feedback should be solicited to verify 
it actually works as intended.  Incorporation of this feedback into presentations to those 
employees who may not have the need or opportunity to use the pilot themselves is 
particularly effective, as it shows proof of concept. 
Intranet Project 
Much literature exists regarding the technical details of implementing an intranet, so this 
paper will not delve into that aspect.  Instead, the strategic deci ions that influenced the 
development of content for the pilot will be addressed.    
 
Determining what type of content would be used for the intranet pilot started with  
analyzing the bottom line for the company.  As a health insurance company, the product 
being sold at BCBSNC is not a physical item, but rather information management and 
customer service.  Additionally, the corporation’s stated main strategic focus for 1999 was 
on improving customer service. 
 
Thus, it was decided that key content on the intranet should include data directly 
impacting the effectiveness of the telephone representatives who have direct daily contact 
with BCBSNC external customers.  As a result, a liaison was formed with training 
personnel in the operations department to determine what materials would be most useful 
to help these phone representatives deal more efficiently with customers.   
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Another type of information that seemed useful to include in the pilot was data that 
everybody in the company used on a daily basis, but was currently either hard to access or 
difficult to keep current.  These data included the employee phone directory, 
organizational charts, daily company news, and corporate policy manuals.  Easier access 
to these items would generate a positive feeling for the intranet technology among a large 
number of BCBSNC employees, and lead to a groundswell of interest in the intranet 
technology.  This was particularly important because BCBSNC had a history of 
implementing new technologies that were not well received by employees or did not live 
up to expectations, so employees were understandably reluctant to adopt new 
technologies.   
 
A third type of information that was considered for the pilot was data to attract the 
attention of senior management.  Although senior management was not opposed to the 
development of an intranet, neither were they enthusiastic.  It was necessary to show them 
the value of the intranet through data that they would find personally meaningful.  The 
difficulty lay in identifying data that would meet this objective.  A daily summary of hot 
industry topics, Daily Digest, was decided upon.  However, this information was already 
sent to senior management by email, and they preferred this method of delivery.   Other 
information that would attract the attention of senior management was difficult to obtain 
or get permission to publish;  eventually the effort to identify this data was left unfinished.   
 
An important aspect of development of a pilot intranet was the ability to show it to key 
employees.  As mentioned earlier, a presentation was developed that included information 
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about the technology, other companies’ use of intranets, potential cost savings through the 
use of an intranet at BCBSNC, potential ideas for content, and a demonstration of the 
pilot.  This information was then presented at staff meetings of senior management.  As 
awareness of the development of an intranet for BCBSNC grew, this presentation was 
given at staff meetings throughout the company as well as at all field offices.  As a means 
of generating excitement and enlisting support from employees, the presentation was 
invaluable to the success of the project.  Prior to giving the presentation to a group, 
Information Center staff would find out what types of information needs that group had 
and often would have content developed on the intranet that addressed those needs.  
During the demonstration of the intranet, the users were especially enthused about that 
information, which led to increased support for the intranet. 
 
Feedback was also solicited from users of the pilot intranet.  In particular, the customer 
service representatives (CSR’s) were able to use intranet content to satisfy customer 
phone calls on a regular basis.  The contrast between the previous methods of  accessing 
information and the use of the intranet was dramatic, and feedback was very positive and 
enthusiastic.  These testimonials were used in the presentations to management, allowing 
them to understand the power of the tool to the business. 
Employee Training Project 
The syllabus for the Lunch and Learn class was developed with three main goals in mind: 
(1) to show employees the value of information in their work, 
(2) to introduce employees to the Information Center functions and services, and  
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(3) to develop the skills necessary to search for information on the web.  
 
These goals were formulated for both practical and strategic reasons. Successful meeting 
of these goals would not only improve customer service and the bottom line for the 
company, but also would increase the perception of the value of information to employees.  
As a result, the value of the Information Center to the company should increase as well. 
 
The class began with an introduction to the Information Center and its functions, such as 
intranet development, company archives, journal routing, and article delivery.  The content 
of the class included tips on searching both the Internet and the intranet, explanations of 
information structure, and how to evaluate information identified as important.  
Throughout the classes, the value of the Information Center staff as resources for 
information gathering was emphasized.  Also, the fact that the Information Center staff 
was in charge of intranet development was stressed.  Employees were encouraged to 
submit ideas for new content or feedback on current content.  This further supported 
employees’ perceptions that the intranet (and the Information Center) was a responsive, 
useful tool that could provide information to support their work needs.   
 
It was emphasized that the purpose of the class was more than just training employees 
how to search for information.  These sessions were used more broadly to encourage 
employees to value information in their daily work and to consider the Information Center 
as a vital source of information. The classes were invaluable as a method for educating 
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employees about the importance of information-based decision making and the 
consequences of not having correct information. 
Section C 
Other facilitating/ancillary actions 
General Strategic Considerations  
As outlined above, the following steps for implementing change were discussed as they 
related to the two major projects in this case study, the development of an intranet and an 
employee training course (“Finding Information on the Web”): 
 
Planning 
1.  Recognize the need for change 
2.  Identify problem(s) 
3.  Set goals 
4.  Analyze organizational culture 
Project Development 
5.  Identify tool 
6.  Identify key players and form network 
7.  Identify and neutralize obstacles 
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8.  Implement pilot 
 
It was pointed out in step 1, “Recognize the need for change,” that the corporate librarian 
must be flexible, pro-active, and able to react quickly to change.  Furthermore, it also 
stated that services offered are not static procedures and that the librarian should be alert 
to the need for potential change.  Thus, as the process progresses, new ideas may be 
developed that are not part of the overall project.  These ideas may result from project 
publicity, identified weaknesses, or other changing perceptions surrounding the project.   
 
Organizations may find it useful to develop both large projects and smaller ancillary 
actions to support the change process.  These supporting actions originally may not have 
been a planned part of the whole change process, and they may not be of the magnitude of 
the major projects being implemented for change.  Thus they may not need to be subjected 
to the same outline of steps.  However, it is important to plan them as strategically as 
possible. 
Case  Study - Ancillary Moves 
As implied above, several smaller, ancillary strategies were developed to promote 
development of a corporation that values information. Three of these actions are described 
briefly below. 
 
To facilitate the shift to increased understanding of the value of information at BCBSNC, 
“information sharing” sessions were implemented within the Information Center.  During 
 51
weekly staff meetings, staff members were encouraged to ask difficult questions about 
their work or the company, as well as to discuss what f ture changes could be made to 
improve the Information Center’s effectiveness.   Employees were encouraged to share 
stories of effective techniques, mistakes made, lessons learned, and to share any 
information gathered (including gossip and incidental information not particularly related 
to Information Center functions).  Due to these sessions, Information Center employees 
felt comfortable brainstorming with each other to solve problems or to address issues 
without fear of being viewed negatively.  This approach developed a trusting, sharing 
climate among Information Center employees and made for a tight team who worked 
together effectively to deliver information services to the rest of the company.  An 
interesting side benefit was that this translated into a more trusting relationship as well 
between Information Center staff and their customers throughout the company. 
 
Another action plan developed to improve the communication of knowledge and the 
sharing of information among employees was a series of monthly informal lunches.  Each 
month, several guests were invited to come to a potluck meal held in the Information 
Center.  Sometimes, employees working on similar types of projects were invited, other 
times guests were selected at random.  In this casual, non-focused environment, 
conversations could drift across topics, such as personal information, project details, 
problems encountered, and organizational issues.  After one such lunch, two employees 
remained in the Information Center to discuss a project withimpli ations for both of their 
areas, and have teamed since then to improve the project’s goals and work processes.  Not 
only did these lunches create a one-time forum for idea sharing, they also built 
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relationships and fostered a sense of trust among employees, thus promoting a culture of 
information sharing. 
 
A third action taken was to attend other department’s staff meetings in order to be aware 
of what research was taking place and what new issues were surfacing in the company.  
Topics that the Information Center staff could proactively research for those departments 
were identified.  This action was somewhat difficult to implement due to time and 
resource constraints, and so for the initial trial was restricted to one department, Market 
Research.  The Market Research department was historically the highest user of 
Information Center services.  The two departments did not typically work collaboratively 
on projects, but rather in a consulting relationship.  As Information Center staff attended 
their staff meetings and were able to support their information needs more quickly and 
efficiently, the Market Research department developed a higher level of comfort with the 
Information Center services and increased its dependence on Information Center staff for 
information gathering support. 
 
Each of the above actions is another example of Turner and the Information Center staff 
spending time and resources to cultivate an atmosphere of  increased information valuing 
within the company.  Viewed separately, each action is simply a nice supporting service 
for employees.  Viewed as part of a strategic effort, they become integral pieces of the 
larger process of increasing the overall value of the Information Center to the company. 
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Section D 
Results 
In any process for change, evaluating the results is an integral step.  It is useful at all 
points along the way to determine success of the project and future directions.  However, 
for the purposes of this paper, the actual results and discussion of them will be 
incorporated into Chapter III. 
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Chapter III 
Results, Discussion, Future 
Research, Conclusion 
Results 
The purpose of this study was to offer a strategic roadmap for librarians to use in creating 
a change process to increase the value of their library to the corporation.  This was done 
through the presentation of a case study of a library which had achieved this change.  
Chapter Two of this paper outlined eight steps to take when planning this type of change, 
including a discussion of sample strategic considerations as well as the application of 
specific strategies to the BCBSNC Information Center situation.   
 
What would have been (and perhaps should have been) a ninth step in the process, 
“Results,” was not addressed in the outline, but will be incorporated into the current 
section.  In retrospect some measures of success and evaluation f techniques should have 
been developed for each stage of the process.  Data will be presented to support the 
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proposition that the Information Center has become a more central, valued unit within 
BCBSNC over the specified two year timeframe as a result of the changes outlined above 
in the case study.   
Information Center Functions and Staffing 
As stated in the “Background” section in Chapter II, in August 1997 the Information 
Center performed three main functions for the company: 
 
1. provide research services to support BCBSNC employees 
2. serve as the central repository and archive for company reports 
3. coordinate and distribute all corporate policy manuals 
 
Functions two and three were largely administrative, etailing many hours of 
photocopying, collating, sending interoffice mail, and entering data.  The main value-
added service was that of providing research services to employees.  The staff positions 
consisted of the manager, two professional librarians, one corporate policy manual 
coordinator, and one and a half library technical assistants. 
 
Two years after the implementation of the strategic planning process, by June 1999, 
maintenance of the corporate intranet had been added to the list of Information Center 
functions and two new positions had been added to support this function:  a web manager 
and a web “help desk” position.  The policy manual coordinator had moved all corporate 
policy manuals to the intranet, resulting in a dramatic decrease in time required to maintain 
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these materials, from approximately sixty hours per week to less than twenty hours per 
week.  As a result, the coordinator position has now shifted to focus on the value-added 
service of developing and coordinating content on the intranet.  
 
The Information Center still employs two reference librarians, but their functions have 
expanded as a result of the transitions outlined in this case study.  In addition to their 
traditional tasks, these employees are now involved in developing content for the intranet 
and assisting members of other departments in developing intranet content to meet their 
unique information needs.  With their backgrounds in information structure, the librarians 
have now adopted a consulting role helping content developers o structure their 
information to make it easily accessible through the intranet.
 
The “Lunch and Learn” classes have also identified the Information Center staff as experts 
on using the web and related software.  As awareness of their skills has grown, the 
Information Center has become more of a “jumping off” point instead of a last resort for 
employees who need to find information.  This change has allowed Information Center 
staff to coordinate information needs across the company and to cultivate synergy among 
various departments who have similar information needs. 
Audience 
By the end of the case study, June 1999, log reports showed that on average over 76% of 
employees accessed the intranet at least five times per week.  Although it cannot be 
assumed that all employees who use the intranet are aware that the Information Center is a 
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major contributor to the development of the tool, anecdotal evidence shows that many 
employees are aware of this connection. 
 
Over 350 employees have attended the “Lunch and earn” classes sponsored by the 
Information Center, and approximately 150 employees throughout the company are 
spending at least part of their time developing content for the intranet, with the support of 
their management.  These employees are aware that the Information Center is the “owner” 
of the intranet, and through the training that they received either as internet users or as 
intranet content developers, they are aware that they can contact Information Center staff 
to support any information needs that mig t arise.  In a company of approximately 3000 
employees, it is significant that at least one-sixth f those employees have worked one-on-
one with the Information Center. 
Results of step 1 - Recognize the Need for Change  
As a result of having recognized the need for change at BCBSNC, a strategic planning 
process with eight steps was devised and implemented.  As a result, internal problems 
were identified and lessened and morale of Information Center employees improved 
because they were able to shift from simple to complex reference questions and to use 
their skills more effectively.  The external threat to the company of competitors using 
information more strategically and able to function more efficiently the BCBSNC was 
reduced by the development of new tools that allow Customer Service Representatives to 
service customers more efficiently and quickly. 
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Results of step 2 - Identify the Problem(s) 
Strategic identification of the problem(s) has ensured that the solutions proposed directly 
benefit the Information Center and the company as a whole.  Identification of the root 
cause of the problem(s) was stressed, rather than simply addressing the symptoms, 
resulting in development of projects that truly address the core problem. 
Results of step 3 - Identify Goals 
The identification of distinct, formalized goals focused the change process on solving the 
problem(s) and helped the project members avoid diversions.  Having formalized, 
accessible goals also has resulted in other employees’ increased understanding of a  trust 
in the direction of the project. 
Results of step 4 - Analyze Organizational Culture 
A thorough identification and analysis of the organizational culture with predictions of 
how it would react to change efforts directed the decision to work within the conservative 
culture by following all rules explicitly and gaining approval for each step along the way.  
This allowed the project to win the approval of senior management, the trust of the 
corporation, and to achieve a supportive groundswell. 
Results of step 5 - Identify Tool 
Intranet 
By identifying the tool to be developed as a result of steps 1-4, the most appropriate tool, 
a corporate intranet, was selected.  The Information Center staff has assumed the role of 
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information intermediary.  This meets the requirement of a “soft” component of a group of 
people to coordinate information within the company, thus reducing redundancy and 
improving communication.   
 
Lunch and Learn 
Through written evaluations of the classes, it soon became evident that hands-on classes 
were also desired, thus an additional two hour applied class was developed.  These two 
hour classes have been attended by over 350 employees.  Through attendance at t ese 
classes, employees have gained other benefits, including introduction to Information 
Center staff members and services, a personalized overview of the intranet, and an 
introduction to the idea of the importance of information in their daily jobs. 
Results of step 6 - Identify Key Players / Form Network 
Intranet 
Key players from the IS and Corporate Communications departments, both of whom 
wanted the intranet developed under their own auspices, were included in the intranet 
project development.  The early identification and inclusion of these employees has 
neutralized their ability to create obstacles to the project. 
 
The pilot roadshow has been presented to many of the company’s departments, the 
responses and enthusiasm of the viewers has been documented, and a network of 
supportive employees has been identified and cultivated through his process.  This group 
 60
provided a ready audience with a positive predisposition to the intranet when it was 
officially launched. 
Results of step 7 - Identify and Neutralize Obstacles 
Intranet 
Being able to complete the project in spite of strong obstacles came about through 
spending the time to identify and neutralize key players (identified in step 6) who could 
have been potential obstacles.  Another obstacle overcome was the problem of obtaining 
sufficient resources to develop content for the intranet p lot.  The use of the pilot 
roadshow gathered enough support from management that approximately 150 employees 
have been recruited to help in this development. 
 
Lunch and Learn 
No obstacles were identified in the development of the Lunch and Learn classes, so no 
results of identifying and neutralizing obstacles could be seen. 
Results of step 8 - Implement Pilot 
Intranet 
Implementation of the intranet pilot has provided positive reaction from all levels of 
employees who saw the pilot roadshow presentation.  Those employees who did not 
understand the intranet technology or how it could be used at BCBSNC had been able to 
use the intranet pilot to educate themselves.  Certain content on the pilot has even become 
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mission critical to the areas that are using it, providing convincing evidence that the 
intranet technology can be of benefit to the corporation. 
 
Lunch and learn 
Increased employee perception of the value of information has been the hoped for result of 
these classes.  Anecdotal evidence from the class evaluation forms indicates that 
employees who were unaware of resources available to them are more likely to use the 
intranet and Information Center on a continuing basis. 
Ancillary Project Results 
The “information sharing” sessions implemented within the Information Center have 
allowed trust building among team members.  Attendance at other department’s staff 
meetings allows Information Center staff to identify information needs and to act 
proactively to meet those needs.  The series of monthly informal lunches has resulted in 
the formation of a network of employees supportive of the change process, and has been a 
good first step forward in building a cadre of employees interested in sharing knowledge. 
Overall Results in Terms of Objectives 
As a result of the change process, the Information Center is increasingly seen by BCBSNC 
employees as a forum for knowledge sharing and information convergence.  This is 
evidenced by the increasing number of phone calls received with comments like:  “I don’t 
think the Information Center owns this data, but I thought you might know who does.  
You seem to keep up with that sort of thing.”  In another example, an employee has 
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emailed the Information Center to recommend that information from another area within 
the company be disseminated on the intranet.  She stated that she believed the owners of 
this information were reluctant to distribute the information, but that with the influence of 
the Information Center and its focus on supporting the information needs of the company,
the owners might be convinced to share the information.  These incidents and others like 
them indicate that employees have become more aware of the availability of Information 
Center staff to support business information needs and employees are beginning to 
understand and value information as it related to their jobs. 
Discussion 
Among the many things the writer learned while working on the project was how vital the 
qualities of positive leadership are to a process like the one outlined in this paper.  Tur er, 
manager of the Information Center, has managed team members in such a way that strong 
trust has been developed among all members of the team, an important aspect due to the 
rapidly changing and flexible nature of the issues being addressed.  The ability to think 
creatively without fear of ridicule or dampers, the confidence in oneself to admit when 
something is unknown or uncertain, and the confidence that one’s teammates will support 
one another has allowed team m mbers to focus on developing tools and implementing the 
change process rather than focusing on relationships.   
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In any project, there may be times when management needs to be able to shift focus to 
different aspects of the process.  Employees need to be hired with skills that fulfill several 
perceived needs of the project if possible, to allow this flexibility.  Then, tasks need to be 
assigned to personnel taking into consideration the entire progress of the project.  It may 
be necessary to shift personnel from strategic to practical tasks and back again.   In the 
case study, a significant part of the success of the project was the ability to accomplish 
much with few staff members due to the flexibility of those few people. Turner had to be 
aware of the proper utilization of staff members, since the project was unplanned as  part 
of the formal corporate planning processand un taffed. 
 
Although employees may be hired with current skill sets, the field of library and 
information science is changing so rapidly that staff development efforts must be made to 
maintain skills and knowledge through c nferences, continuing education, training, and 
other means.  Hiring an employee with needed skills is useful, but to maintain competitive 
advantage, it is important to send the new employee to training classes and conferences in 
order to keep the skill set current. 
Additional Tips and Ideas 
As the change process continues at BCBSNC, various additional tips and ideas for 
strategic planning have been identified by the writer of this paper.  These tips were 
gathered from many various sources including retrospective insights from the project, 
research gathered to support the project at BCBSNC, feedback from employees and team 
members, observation, mistakes, and research for this case study paper.  Many of these 
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ideas are of a more general, overall nature and do not necessarily fit within the steps of the 
process.  In this section, a miscellaneous assortment of tips and ideas is presented for 
others trying to create a similar change. 
 
· The librarian needs to be aware that implementing a specific technology is not going to 
solve the problem.  Attitudes and corporate culture must be changed, which requires 
more than the application of technology.  Davenport and Prusak say, “We say in the 
book that you shouldn't spend more than a third of your time thinking about 
technology for knowledge management. The other two-thirds includes culture, 
organizational roles and responsibilities, focusing on the knowledge content itself, 
strategy and economics, and so forth.”  (Davenport and Prusak, @Brint interview)   
 
· Benefits beyond implementation of a new technology or tool can be gained through 
careful strategic planning.  As can be seen in section three of the related literature, 
different roles are envisioned for the corporate library and the corporate librarian. 
Strategic planning can determine (1) which of these roles are appropriate and justified 
within a particular setting, (2) how to transition the library and librarian to perform 
new functions to support the chosen roles, and (3) how to influence the corporate 
culture to value the new roles. 
 
· While developing and implementing the change process, potential ideas, tools, 
problems, goals, and information about the project itself should be discussed with as 
many employees as possible.  Both positive and negative feedback should be solicited.  
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This means that team members must become thick-skinned about accepting criticism. 
Throughout the process, Information Center staff spent time one-o -one with new 
users of the intranet pilot, encouraging them to give constructive criticim of the tool.  
This criticism was immediately funneled back to all team members for brainstorming 
about ways to improve.  Instantly defending any perceived flaws in your tool is hard to 
resist, but a defensive response discourages employees from giving further feedback, 
for fear that they will hurt the feelings of team members.  Instead, try starting the ball 
rolling on your own.  Mention a flaw in the tool and ask if the user has any suggestions 
for improvement.  The knowledge that their feedback can help make improvements 
also encourages the user to feel ownership of the tool.
 
· Upper management should be cultivated as supporters of the change process, an 
investment well worth the time.  However, support rarely comes without some proof 
of value to the company.  Like the adage, “a picture is worth a thousand words,”  in 
this situation “a pilot is worth a thousand pictures.”  A pilot that positively affects the 
work of employees is worth much more than a description of the potential of the tool, 
especially if management does not have a good understanding of the technology. 
 
· Proactively identifying and neutralizing obstacles before they become substantial 
problems is essential for success. It is possible for a single conflicting employee or 
department to influence employee perceptions negatively about an idea or tool before 
team members even realize that there is a problem.  Creative brainstorming and focus 
groups can be useful to identify potential obstacles that are not obvious. 
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· Any interactions with employees should be used as a chance to educate and influence 
them about the change process.  As Peetz says, “We don’t train people in how to use 
knowledge tools.  We train them in how to do things that are important in their daily 
employment lives, like writing a good proposal.  Of course, to write a good proposal 
you need to know how to use knowledge tools, so at that point you’re interested in 
learning”  (Peetz, p.39).  The Lunch and Learn classes are a good example of this.  
They require a lot of time, energy, and planning from Information Center staff.  
However, the results reach beyond training employees to find information on the web 
to educating employees how to use information to improve their work. 
Future Studies 
As a result of the change process outlined in this case study, the BCBSNC culture has 
begun to view information as a valuable corporate asset.  In this environment, the next 
logical step will be a move to increase the value of knowledge as well as information.  
Puzzanghera asserts that, “Knowledge management incorporates four key capabilities:  
collaboration, knowledge-enabled processes, an integrated knowledge base, and 
experience capture” (Puzzanghera, 1999, p. 39).   Toward this end, the library might 
choose next to develop these capabilities - becoming not only a center for electronic 
information, but also a physical, social center where employees’ knowledge can be shared.   
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Davenport and Prusak strongly advocate “knowledge transfer through face-to-face
meetings” (Davenport, p.94) and discuss at length the benefits of “water-cool s” and 
“meeting rooms” for encouraging the transfer of serendipitous knowledge.  “Spontaneous, 
unstructured knowledge transfer is vital to a firm’s success.  Although the term 
‘knowledge management’ implies formalized transfer, one of its essential elements is 
developing specific strategies to encourage such spontaneous exchanges” (Davenport, p. 
89).   A similar case study to this one might be helpful in guiding librarians in transitioning 
the corporate library to a central k owledge management entity, as well as influencing 
change in the value of knowledge to the company. 
 
Another topic of interest would be a comparative salary survey for librarians who are 
involved in corporate library change processes.  As the value of the library to the 
corporation increases, the worth and value of the corporate librarian also increases.  As 
traditionally female dominated fields increase in value, males tend to enter those fields.  
Employees in other departments, especially IT areas, currently receive considerably higher 
wages than information professionals doing very similar work.  Lambert found that that 
“there is no uniform placement of the information unit in the organiza ion, even within the 
same industry.” (Lambert, p.18).  The placement of units in various departments within 
the corporation has an effect on how they are named, how their workers are paid, and the 
perceived value of the units.  These disparities deserve further study. 
 
The need for teaching the skills of strategic thinking in library schools is another area for 
investigation.  Donovan states that, “Nearly one-quarter of library schools once in 
 68
existence have shut their doors, most since the 1970s. Fewer than 5,000 degrees in library 
science were awarded in 1993, down 30% from 20 years before.” (Donovan, Internet).  
An increase in the diversity and level of business school courses offered as part of the 
information and library science curriculum might stall this trend and help infuse a new life 
into these schools, much as the increase in information science courses has.   
 
Likewise, research into potential alliances between business schools and 
library/information science schools could be useful.  Joint degrees or other collaborations 
might result in development of a workforce of employees savvy in both information and 
business areas, and thus more comfortable in the increasingly information-driven economy. 
 
A fifth direction for future investigation might focus on how to fend off competitors 
anxious to capitalize on the librarians successes.  Once a successful product has been 
developed and is perceived as valuable, often times efforts by other departments are made 
to move the product under their purview.  Additionally, management who may not fully 
understand the project may make top of the head decisions about where the intranet 
should be placed within the corporation.  Investigations which could shed light on this 
problem would be invaluable. 
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Conclusion 
This paper has presented the case study of the corporate library at BCBSNC, from August 
1997 to July 1999.  The purpose of the study was: 
1.  To describe the transition of a specific library from “nice” to “necessary” 
through an outline of the steps followed and general strategic considerations that 
accompanied them, as well as the specific strategies applied in the case study. 
 
2.  To indicate how this process and accompanying strategic considerations can be 
done in such a way as to both (1) create specific successes for the library and (2) 
move the library to a position of greater value in the company. 
 
The study can be used as a roadmap for other librarians who need to create change and 
desire to do so in such a way as to move the library to a position of increased value to the 
corporation. 
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